- DOCUHENT RESUME

" BD 199 932 | .- EA 013 463
'AUTHOR ° “Sterra, Bobbie®A.; Paddock, Susan C.
TITLE -Ljadership Theories.
INSTITUTION Azxizona State Univ., Tempe. Southwest Eeg*znal Zenter

- for. Cdmmunity Education Development.: Hott (C.S.)
Foundation, Flint, Mich«

e

SPONS AGENCY " Oftice of Education (QHEH), Hagh;ngtén. D.Z.
PUB DATE 80 |
GRANT - 6007902778 ,
NOTE : 823. )
EDRS PRICE g MFJ1{ECQH Plus Postage.

ESCRIPTORS Adainistrator Role; *Leadership Qual’tLE:,

*Loadership Responsibility; *Leadership Styies:
) : Models; Personnel Mdnagement:; Theories

IDENTIFIERS Getzels and Guba Social Systens Model: *LewWain {(Kurt):
J . Magiows Hiezarchy of Needs” ' .
ABSTRACT C

Thie ° bcaklét describes various theoret:ical asgects of
1eadersﬁlp, includit g, the pEQPEF exercise of authority, effective
delegation, goal sett;ng. exercise of control, assignment of

- responsibility, pertormance evaluatlcn,eand grpup process

" facilitation. It bet¢ins by describing the evolution. of gensral
,thécrles cf leadershlp fram histaric cancepts of greup prcuésse: t@
cf ;eade;shlg as a gfa:ess of 1nte:act;an Hlthln a g;aup dlEECtEi
toward some goal is defined and discussed. The authors provide a N

.-framéwork for concejtualizing the interaction of administration, -
planning, and leade:ship within the broader scope of .management. Kurt
Lewin's theory of, lyadership is discussed, as_well as Maslow's

8 hlerafchy of nee&% lﬂd ﬂcEregor s assumptlens abaut human maflvatlar.

Athat any k;nd of be;av;a: is a :esul* of influence fzcm bath peﬁsanal.

and normative dimensions, and performance within a social system Is
- caused by ;nteracti;n betHEEﬂ role and pérsonalitj. (JEH)

”awr$$****$******$$***t***$$#$****#¢$s¢¥$**1***$**$sg$**$$**$$$$#$ﬁ*¢$*§

ok Reproductions supplied by EDRS are the best that can be ‘made *

* from'thke poriginal document. - g *

:;i*#***t*******$$*$*$*****$$#¢s**s#********#*x*#**$$*$*$*$$$*$$¢$**¢$$
L%

=

EKC '

wll Toxt Provided by ERIC




R U PR e

* GRANT NO. GO07902778

j\\j

{5

s i

BY
BOBBIE A. SFERRA
AND
SuUSAN C. PADDOCK

ILLUSTRATED BY
‘ LOWELL M, BROWN
. A PROJECT JOINTLY SPONSORED BY
THE U.S. OFFICE OF EDUCATION
ARIZONA STATE UNIVERSITY
THE C.S. MOTT FOUNDATION

1980

ED199932

S33AN LOM PO GILwLs

p R L= T T T2 e BN T Tt I ]
WEIE . S LM IO S

AL L LS WD L o T A LD

h=)
Ic
m &
o
ma
o
wm
o=
ZE
)
(=1
orE
=31
]
ak
. U
v
Z D
Yl
s
=m
o=
zm
f=3=]
Ten
oz
=a

B
2
z
3]
)
3
3
=4
F4
=
@
=]
hil
=
m
=
=0
= 3
<o
X
mz
"=
r‘“U‘

T

R

DL 2D 3
T LLALS M TN L

WAV T MOLLTING A
) "iHl'l“vE\ﬂ #U LN 3w L 30T 5 1



£
i
o
L
:
a

FOR MORE INFORMATION CONTACT:
SW CENTER FOR CEMM ED. DEVLF’T
* 108 FABMER BUILDING
ARIZONASTATE UNIVERSITY
TEMPE, AZ 85281

& E-J
r;r
P
“ S
»;a‘f;
;‘r)
.
,."g
— - ‘r{g’ A
: ’é
/ ‘
& -
: &
.
=
- s
“r
¥ )
[ S - —




-facilitation. » These issues raise some

Egr people who ‘are interested in or
active in management or administration, the
caﬁcept of Teadérship is importént and
relevant. Those who want to béccme Teaders
must dga] with ‘some majoraissueé or concerns
such as: .the proper exercise of @utﬁgritygl
effective deTegation; goal setting; exercise

of .control; aésignmentacf'respbnsibi1ity;

performance evatuation; and group process

H

basic initial quéstiond: What is leaderships

;whaf’is;thé "best" leadership styfe?' What

behaviors characterize a good leader?

.
& i

ot
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Numerous .t tudies, both theoretical
and applie , h- conducted in search
éfbansweﬁs to the ~ .nd other‘queéticné.

‘As a result much aformation is available
“abput Ieédér;nip.i In this module, that
information i5=presented in a way that will
help yEZ to Qnderstand the concept-of ]EﬂdEFai
ship and to idén;ifyiyquéiown leadership
characteristics. | ;

To begin, let us take a Took at the

Qenera1 concept of leadership? What is leader-

'ship? (See Table I)

=




HISTORICAL LOOK AT LEADERSHIP-.

EARLIEST DEFINITIONS IDENTIFY LLEADERSHIP AS A

- Focus oF GROUP PROCESS AND MOVEMENT;

LATER, LEADERSHIP BEGAN TO BE CDNSIDERED AS AN
ART OF INDUCING COMPLIANCE,

THE MOST. RECENT DEFINITIONS DESCRIBE LEADERSHIP IN

. TERMS OF POWER AND RGLE DIFFERENTIALS, AND INITIATION

OF STRUCTURE.?
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Histgricai1y, there hag been~an evolution in

how leadership is defined. and described. The

- earliest. definitions tewded to identify 1eadersﬁiP

-as a focus of group process and movement. The
ieadgr was seen as ihe focal. point of the group, S
who pfovided direction for other Hembersfé Lﬁterﬁ )

vdefinitions considered leadership as the art of
1nduc1ng Enmp11an§é of fubgrd1nates, the 1eader was

seen as the person who passessed the é 111t1 to

El
\-

motivate members of a gruup in, ordezf .0 atta1n the

highest Teve1 of ach1evement and Z? perat1on w1th

the least cenf11ct The most recent definitions

descr1be,1eadersh1p in‘tarmsﬁgff;ower diFFeéehtia1s;

rc1e d1fferent1at1nn, and initiation of structure

'i
These are the most §Dph15t1cated def1n1t1cns WhTCh =

suggest a scheme gf reTat1nnsh1ps defined by expecta=

tions of both the leader and group members.
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The dictionary def‘init’ioﬁ ofﬂeadersni'p

1nd1cates ‘that ‘a 1eader is a persan whD leads

'Dr canducts, who occupies a ch1ef oo prcanent

piace, th gu1des, directs or commands; who

by force Df 1deas, character or génius, or’

'by.strength of will or aqm1nr5trat1ve abiiity

=

can arouse, incite and motivate people to a -

particuiar way of thinking or acting.
Eegping_thése-def{nitiqgs in minq,“éne

caﬁc1udes that 1éadérship is interactiona1

and that 1t chs1sts Qf a particular 1nd]v1dua1

on one hand and as a part of group pracess on

|

theucther_ (See Tab1e I1)



’ ! ? \ >
e . 'CONCEPTS OF LEADERSHIP "

@

A, LEADERSHIP
B, LEADERSHIP

é“N BE DESCRIBED IN TERMS OF LEADEB BEHAMLQR
CAN EE DESCRIBED AS A PROCESS | WHICH IS ALWAYS: .

1. RELATIVE TO A SITUATION

o 2, DIRECTED TOWARD SOME GDAL
s 3. A SOCIAL INTERACTION”

" 44, A POWER RELATIONSHIP
l{g, - i . ° #

2 Y
# )
14 TABLE I1
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ok.at~léader behavior, we -
N Lo o "
examine the attributes and actions .of the
pefson who is able to fDCUSTDF polarize the

behavior of other pérsdns in_a gﬁcué?br
organization. Thus, the leader is .a person’
Or Ll a. person.
- . . ~ . R = * s . B
who can evaluate a situation, balance the -
"o

ccnf11cts and tension w1th1n “the group, and

.

"channel indiVidual energieg and needs taward,

# a

~ some action. When one 10ka at 1eadersh1p

Y

1ﬁ terms of 1eader behaVTDr, one may exam1név
©a w1de var1et1ﬂcf pna1t1uns and. funct1on5;

1nc1ud1ng a F1gurehead 1eader, a spec3f1c

7

st1t1Dn in an crgan1zat10n, a d1ctatar

pcssessed w1th sufificient power tc fgrce a.

ﬁFD1]Dw1ﬂQ, a char1smaf1c TEader, or an'-
t

1nd1v1dua1 whc has been des1gnated a Teader_

by vn]untary act1an of the graup

™ *
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. . ' } ¢ ..  However, -defining leadership by identifying
) :a leader--the person whose characteristics or .

behaeioﬁ has a determining effect on the

1

behEV1Qr .of other group members-—may nct\g1ve

x\, ..f

us much 1ns1ght THtD what processes and structura;
< allow Teadersh1p to emerge and to be ma1nta1ned-7
IF, 1nstead, we look at IEaderShlp as a Ercces
X WE look. at the 1eadersh1p ﬁ051f1ﬂn as bé1ng the

facus of spec1f1c group activities and Qf group

Eﬁangef¥ Frgm th1s point nf view, 1eader5h1p -

;15 not a set af 1nd1v1dua1 attributes DF -behaviors,

but rather a group of variables which déscribe

T T interactions within a. group. '
_! - - B = ¥ * » 1 *
oo r e .
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L7 i 1 {j ¢
i _ kY . ]
Yy - TR ? :
§ £ 4 N E x




ERR AL ' c e e 1eadersh1p arises from the
e L R o ,1nter§gt1un_between a person and

wo - : : . " a context. t 1s different every
times- se]dnm does it fit a particu—
lar model. Ultimately. . . leader-
ship-is best defined not by leader, _
but by those the leader attempts -to
lead. Leadersh1p is in the Eyes of

. the led, N\

. C N\ (Barth, p. 80)

B 3, .
4 X \\ s
’k

True leaders. . . emerge frum, and
always return to, the.wants and needs
of their followers. ‘They see their -
task as the recognition and mobili-

'zat1on of their fo119wers needs.

S —— (Burns, p 48)
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Viewed "as a process, leadership is always:
1. _Relative to a situation '

Each specific situation is influenced by.

the gga1swgf'the institutfﬁh,_type of jebsri4
‘to be dore, and the personalities.of the— -
.individuals who are membefs of a group
and individga{s who occupy leadership®

A 4

£

¥

How can anyone expect to work éffgctiv31y A
without gaais to accomplish?” Once a ~\ﬁi?ml~
specific' goal cr.éet of goals has‘been“
identif{%dg leadership ié'%heibehaﬁfub;

of thé individual whose task is to direct ©

the efforts of others toward goal. attainment.

=

s T ’ : . : _ : ?
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‘. to -adjust the1r behav1or to conform

- = R Y — = =
A

1nteract1en

A social

In nrder for the process of leader-
ship to BCCur, there myst be a group

of pérsopsAiﬁisgme type of interaction.
Social intéractian refers to re1atién; E
ships between the leaders and schrdinétés
role expectations and iﬁ%erpersanaln -

relationships.
power relationship

Power, -in this-césé,Ffs defined as . .

the abiiityrto cause“dther persons

: Lw1th cqmmun1cated behav1or patterns.‘
'Leadersh1pscn1y ex1st; 1f-there is

legitimate power.

'PM
34
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, . . :Haw does Ieadé}ship differ from mgnaéement
- of adm1n1strat1on? (See Tab]e III) 'Té Tead
) 15 to engage in an act wh1ch 1n1t13tes a structure_
’ : : " in interaction with others A IEader will con- .f

tI bute 1deas, set gDaIS, deve]op strateg1es,
.and . 1nteraet with nthers for effective accomp]1sha:
ment of goaIs To administer is to follow or to =5
engage in an act whic%-maﬁntainé a structure

initiated by another. An admi ﬂlsitatQFmPUtSI

into effect théﬁpéIidTes and ruIes:Gf'aﬁ argani:ed.

- | _ - ’ . group. . Once a group is argépized, even a‘te%pofary

-- . Teaaér becomes -an adminfstrétcr}» As such, the :
: péﬁson to whom théirespcnSIBIITty'is deIEééféa

_ engages 1n a ser1es cf act1gns that have been , -

_1dent1f1ed as the adm1n15trat1ve prasess I L

L




""""‘"__ﬁ_"_D"iV'FFETREjﬂ_’CtEHS‘_}ﬂQ_ﬂE:L"EADE_RS_@,IP, ADHINISTRATION AND MANAGEMENT

A

1., To LEAD IS TO ENGAGE IN AN ACT WHICH INITIATES A STRUCTURE
IN INTERACTION WITH OTHERS, !

TO A ISTER IS. TO FOLLOW OR TO ENGAGE IN AN ACT WHICH
-MAINTAINS A STRUCTURE “INITIATED BY ‘ANOTHER: ~~

73,70 MANAGE IS TO PERFORM ‘THREE FUNCTIONS: ADMINISTRATIDN;

PLANNING,. AND LEADERSHIP. :

Ty
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. new goals, structures’

~rather than 1mp1emert1ng ‘the ‘current set of -

It is dimportant to stress tha% the.terms

- leader-and administrator are relative,-for

“the administrator is not altogether passive in

maintaining set éracedure, nor is tﬁe 1eader
necessar11y a]waye engaged in 1n1t1ating change

The Ieader, hawever, 15 distingu15hed from the

\

~administrator since shE\Cr he%ieieetabliehing o
PR

”faceeeee and procedures

gaais and act1V1t1ee w1th1n the exieting structure

&

e Management is ‘a more. ge era1 term It

“*refers to a braad concept that eantaine three o

partsr -These are administratmn, p'lanmng, and

1eadereh1p As yau can see, both 1eadereh1p and

administratiam are found within management‘
k \I 4 .
ol




Thé.EDﬂéept'thleadership as developed
by Kurt Lewin depends on seeing the Teader

as rélat1ng tn s1tuat1ona1 Var1ab1es .fn N
K BN

=

~tﬁe 1940 s, Lewin 1ntroched the tr1ang1e
ccncept of leadersh1p tc represent autocrat1c, ‘ -%;

: demacrat1c and 1a1ssez-fa1rp s1tuat1cns (See

el

_ Tab]e IV) The ‘triangle represents the- re1at1on—

sh1p af S1m1lar1t1es and differences” between ?”faé%;

autocracy, "“A%; Demccracy, “D“; and La1ssezsf;?re,

Z“LFE"X An equ11atera1 tr1ang1e s, used ta"”

n ., . show the reTat1onsh1ps between these three. ‘
- L i 7 A N } ) \
e ' R - -styles of lTeadership because’ by its nature the -~

chntS Df an equ11atera1 tr1angTe are equa1

' d1stancés apart therefore, the rePresentat1cn

&

-of the three sty]es DF 1eadersh1p become equ1d15tant

I . . . ] X J\




) , - LEWIN’S TRIANGLE
A, AUTOCRATIC. - - - - C. LAISSEZ- FQIRE
. '%7 LEADER HAS CONTROL ’ 1, MAXIMUM PERSONAL FREEDOM;
“ 2+ -SITUATIONS FOR USE ARE WHEN: . _ - . MINIMUM LEADER PARTICIPATION
" A+ ."PEOPLE ARE DEPENDENT .. +~ 2, SITUATIONS FOR USE ARE WHEN:
BV DECISIONS ARE ALREADY MADE Co A, SKILLED OR:.PROFESSIONAL.
'C," POSITIONAL OR EXPERT LEVERAGE IS PRIMARY 3 PEOPLE ARE HIRED TO PER-
. Di AN EMERGENCY SITUATION EXISTS - = FORM A JOB
- . 3, ADVANTAGES: - - .. . By LITTLE QR NO DIRECTION IS.
| 7' A. ROLES ARE CLEARLY DEFINED | L ,NEEDED .. .
w4 Bu °LEADER IS GIVEN -TOTAL.CONTROL TO ACCGMPLISH 3, ADVANTAGE: MAXIMUM PERSONAL . g
- GOALS ~ FREEDOM ALLOWED WITH MINIMUM ”
. o _Lls. DISADVANTAGE: ALL RESF’DNSIBILITY AND DECISIDN’ . ~ « INTERFERENCE : ,
“osSfT e MAKING RESTS IN ONE INDIVIDUAL . ° ~ b, DISADVANTAGE:- REQUIRES f»Wis*
T _ S . SKILLED, COMPETENT PEOPLE
. B.-DEM DCRATIC N - ) . e .
% ... PARTICIPATION BY GROUP MEMBERS:
SITUATIONS-FOR USE ARE ,WHEN: !
A. ~ AUTONOMY. WITHIN_JOBS . ° .
By GROUP CODPERATIQN’ANErPARTICIPATIDN IS ESSENTIAL &
C+ . CREATIVITY IS ENCOURAGED - ' 7 f
. z.,’D: PEOPLE ARE' INDEPENDENT = .. f%;da;h25 .
" 3.7 ADVANTAGES: . - Lo T
. Av "EASE OF MANAGEMENT- : T
"B, MANAGERIAL DECISIONS ARE IMPROVED IN QUALITY -
C, ECONOMY "IN TIME AND.MONEY . ' ) .
; .~ Di_ GROUP COHESIVENESS | ‘ e T
== - Y, DISADVANTAGE: ' CONTROL OF- BEHAVIGF_DEPENDS UPGN:EROUP e S —
- oo JTSELF T0_ BE MDTIVATED L R A AT N
i e T DU AP © . TABLE IV™:
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‘According to Dr, Lew1n,‘the che?ecte£j5t1ge of the -
three types ef 1eadereh1p etylee are:
1. Auteeret1e &
, a R The autocratic erkeutheﬁitarien 5ty1e is
. “one ‘in wh1£h the leader has complete centro]
Al determinet1one of ph11c1ee, teehn1quee and.
e ©activities are dictated by the leader. Behavior -
| s eentreTTed through pewer ATtheugh in its..
extreme ferm the autocratic etyle of 1eadersh1p”"
ettempts to he]d unT1m1ted and 1ndependent '

" authority over a group, auteerecy in and of 1tee1f

-is not neceeeer11y'had and eomet1mee mey be v_:j‘

FEE ’uneve1deb1e or eesent1e1 for action ’ el

e _'i Th1e ety]e is ueua]]y used in the fo]Tew1ng

s
éni'

ay Nhen peop]e are’ dependent

f : . . . s L
4 nor Vi a3 & -

Seme peop1e need end are h1gh1y dependent

- m;«'n-

;7?47;7 _' upen the euther1tet1ve guidance of °"fii

R Ieedere\\ _3q '“n?,"" e
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L have been set and are -binding.  The task

i . . .2 f
i w

When decisions are already made

When policies and pr6;edures for a SEecific

Jétf%on have already been determined and

Formuiatédr 1t is assumed that the gaa1s

az

!
S
-l

then is tu cammun1cate and enforce these

pu11c1es Anather examp]e of this“is a

’situatian where wark spEC1f1cat1ans and

g,

frcut1nes ex1st ) The 1eadér s JQb 15 ‘one of -

~quality control and na1ntenance Df standards

When pos1tinna1 or. expert 1everage is primary -
In some s1tuat1nns, 1t 15 necessary for a

techn1c31 or high1y sk111ed 1nd1v1dua1 tov

'aperate
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d. When an emerg Q_; ’ﬁtUEtﬁﬂﬁ oxists -

_when quick and. de isive act1an,mu t be

S k]

ltaken, a 1eader -must exert author1 y’éﬁaak

3

“initiate- appFDpFTEtE a;t1on tc resgand to

an. 1mmed1ate s1tuat10n.

L
A : . e : 5

Advantages 0¥ the»autocratic'Teadéésh%p 5fy1e

are. that rcies are chect1ve1y and c1ear1y def1ned -
==50 that paop]e kncw exact1y what behav1cr 15 _
v ‘expected and th@t the leader is g1ven total. chtrnT

nf the s1tuat1gn 's0 may make dec151ans and act

' 1n the manner he Dr she fee?s 15'best This, GF

; ‘s Latod

'course, :cu?d turn nut to be a d1sadvantage 51nte f,};;;ﬁ'

_;ail respans1b111ty and dec1s1on mak1ng -is - CEntered _-”- W

Dn one 1nd1v1dual ~vf ;ﬁ"_._ o - S
. ‘ = HH’B
s R_— B a T
I : ~ BRrT
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2.

‘and preferences. They help select goals and

Democratic.

Participajﬂcﬁ Gfi roup members is the basic
chéractéristic of ‘the democratic leadership 5ty1e}
Ingthis §ituaticn,_the*léaderafuﬁctiens with the

grouph! Membars contribute their ideas, feelings
, e i . ! ;o

. § CoT . o ,
plan activities:. A1l policies-are a matter of -

- group discussion and decision which is encouraged

. people are indepéndent. . .. .

and assisted by the leader.:. Ogher characteristics

of this particular leadership.style are:_Acagperaé?

tive behaviof;'géé Df”informaé,'pérmissive'proce—
dures; objectivity; and, feelings of group solidar-

ity. L n

s ’, :/ , , :
~-The -democratic leadership style. is best used.

in situations when there is a great deal of auto-

-

némy withinﬁjcbs,.gﬁDUp cooperatiehfaﬂd ﬁariiciéaﬁ

, : - R ' - ) !
tion 1s essential; ¢reativity is encouraged, and

R



Some advantages ‘of democratic 1cadcr5h{p acc:

T . . | S o a. Ease of management “

| Less cchc supcrvisicﬂ is needcd, Authcrity
and- acceptance ire diffused through thc group

. 0 resistance is 11m1ted
. 3 5

R
b. Managcr131 dcc1510n5 are 1mprovcd 1n quality.

c. Economy in time and money
There is a greater 1ntcrcstvand motivation of
team members in reaching thc gccTL i

d. Group cohesiveness

As a result of democratic leadership and

group participatiorn, there seem to be

smoother relationships among group members

IS

R ' v 0O which result in less absenteeism and turnover.

However, the democratic style does endeavor tc
control behavior, but this mode of control rcf{cs
upon the group itself. The control i% not incepcndcnc
r 24 . | a of the group but rather makes use of motivational

forces within the group. ) : 31}
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. Laissez-faire

The laissez-faire style of leadership offers
cgmpiéte freedom for gréqp or individual decision
with a minimum of "lTeader participation. The

leader may be present .to give informatiﬂnAWEEﬂ-th

fgraﬁp asks for it; hoﬁever, he.or she does not -

p1an policies, set goals, or arrange s1tuat1nns
so that goa]s can ‘be ach1eved Th1s 1eadersh1p

3ty1e is efFect1ve in 51tuat1cns where pro-

" fessional pegpie are h1red for JObS that requ1re‘

Tittle or no d1rect1gn such as the job of a'
college ﬁrofessgr or a physicﬁan._

An advantage of the Taissezééaire sfy{e %s-
that people are permitted maéiﬁfﬁfpersohai free-

dom with a minimum of interference. In order for

ihiS"to work, skilled and-competent people are

" needed who possess the ability to work indepen~

. : B _
dently. -There is a reliance on the autonomous

characteristics of the group. .

31
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The terms autocracy and democracy coincide with leadership

as it is-characterized in two political systems. Autac?écy

) represents a political sysfem such as that controlled by

Hitler where one individual was in control of the totéT

situation, while demccfaé&7%5 demgpstrated.by the ﬁolit1§a1
system in the United States where citizens are given a vote
which allows participation in-both law and deciéioﬁfmaking.

Laissez-faire, however, does not represent a political

'system but a set of principles or ﬁa]icies”which may operate

within any'pc1itica1 system. Laissez-faire does not mean a

lack of structure or lack of leadership but refers to a con-

" dition of maximum personal freedom.

None of the three leadership styles exists as an absc1utex
or extreme farmilRathéri:characteristics of ~u." 3tyle are
present to é degree'in.each situation tﬁat requife; samelfyﬁe
of Ieédership.c Using Lewin's tfiang1e, a’ person would find

a specif{c area in the triangle between the three points’

hat most accurately represents his ar_heripewsp%ai leadership .

)

style.
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While Lewin used a triangle to represent the contept
QF 1eedereh1p, 1eeder;h1p may a]eo be seen as a ggﬂi;puum
of leader behaviors. (See Table V) This approach, which
attempts to integrate various ﬁdeee_about Teade}ship,

: i . was. developed by Robert Tannenbaum and Werren H. Sehmidt;

i " V/fsggi%%\") . They see 1eedeﬁshfp as a continuum of behavierefra@ging

from leader- centered streteg1es to group-centered

etrateg1ee

In this model, the leader's choice of strategies is

1nf1uenced by a number oF forces: theee'within the

1eeder, thuse w1th1n the- greup, and these of the s1tuat1un@

1. Fercee within the leader are the leader's, value
system; tolerance for amb1gu1ty, and assessment
of the leader's and the group's *competence.

oo e . , 2.. Ferces in the group are the group's or group mem-
: T : ‘ ’ 3 bers' needs for dependency or 1ndependeney,
- v desire to assume re5pone1b111ty, interest id the
i job; knowledge and experience; and expectaticns.

’ ' - . 3., Forces in the situation include the type of
. o . ) organization, including.its specific values and
3f . goals; -the nature'of the task; and t1me con-
’ straints. _ .

. - .
. . ¢ R
- * : € te . .
]: l C ’ ' - = ’ ' =
. Los . 0 :
A Text provided b e 5 + = -k i . - .
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L

AUTOGRATIC

(LEADER-CENTERED)

LEADER AUTHORITY -

_DEMOCRATIC

(GROUP-CENTERED)

—————— GROUP FREEDOM

-

1. LEADER -

DECIDES,
ANNOUNCES
DECISION

2, "seLLs"”

DECISION 3.

TO GROUP;

ANNOUNCES

DECISION, U4, PRESENTS = _
TENTATIVE 5, PRESENTS _ =
PROBLEM, 6. PRESENTS

PERMITS

QUESTIONS IS 10N
D . CONSULTS

DECIS ION,

GROUP AND
DECIDES

ASKS FOR
IDEAS,

.. DECIDES

PROBLEM
AND

BOUNDARIES,

GROUP
DECIDES

7. GIVES GROUP AS
MUCH FREEDOM
AS HE OR SHE
HAS TO DEFINE
PROBLEM AND
- DECIDE

TABLE V -
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The Tannenbaum-Schmidt model describes the degfee
of authority exercised by leaders. and the degree of
‘pérticipaticn by grﬂup,membEFs. The diagonal
line from left to r1§ht represents progression from.
~autocratic, to democratic leadership or from leader-
centeréd strategies to group- centeréd strateéfes
Leader behaviors range from the leader mak1ng all
i decisions, consulting with the group prior ‘to dec151nn
| making, asking for ideas, to allowing the grcup to
define the problem and decide. . e

~ For éxample, a perscn occupying a leadership
position who makes'all the decisions and presents the -
outcome from these decisi@nsitb the group would p1at
his .or her behavior at the far 1eft of the cont1nuum
which represiyts leader-centered or autocrat1c
behavior. On the other hand, a person who looks at
aTternatives, presents tentative decisions, then con-
sults the group before dec%ding'wpu1dﬁbe reprasgnted’
v by the center of, the continuum} half-way between
v : ‘ autocratic and democratic styles, which is between.
" ' total leader authority and total group freedom.

‘?8

*

4
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Unlike Lewin's Triangle or Tannenbaum and Schmidt'

Continuum of Leader Beﬁaviar, another way to 1ook'at'

H.Functian of percept1cn. "The feelings, beliefs,
conditions, and un&erstandinés of, a ﬁersqn constitute
the d1rect1ng forces of his or her beh?v1cr To
further explain th1s, we will look at a mad1f1ed
'ver516n of the manageriaT grid dg51gned by Robeért

Blake and dane.MDuténkéF Ohio State University.

(See Table VI) . _ " . -,

The manager1a] grid focuses on two concerns:

1. The task, which represents ach1evement of
some spec1f1c goal; . v .

2. The worker,”which focuses on ma1ntenante or
. stren gtﬁen1n§ of the group itself.

. The gr1d is made up of two axes. The, horizontal/

axis is labeled "structure," which represents concern

-0 - * for production. The vertical axis. is labeled reons
sideration" to indicate concern for people.

39
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ACHIEVEMENT OF

1. T1ASK -
o - A SPECIFIC GOAL-
2. WORKER '~ STRENGTHENING OF

.-+ THE WORK GROUP

e

NCERN. FOR PEO
CONSIDERATION

co
(

’-_’Q,D o

NAJAGERIAL GRID

“LINFoRMAL

1-4 N
(PEDFLE DRIENTED)

HIG

- LOW
STRUCTURE

CONSIDEziTION V

(DEMOCRATIC"

‘HIGH
STRUCTURE
HIGH:

TEAM=ORIENTED)

__CONSIDERATION -

EASY-

(LA}SSEZ;FAIEE)

. LOW’
STRUCTURE
CONSIDERATIDN

1- 1 o

U(AUTDCRATIC
TASK-ORIENTED)

HIGH .-

STRUCTURE
HIGH

~ CONSIDERATION

GOING

— .
= .

1 Lo ;/ -

I =
o FDRMAL

-J/ CONCERN FOR PRO UCTION S

f e (STRUCTURE

_ TABLE VI
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;Dﬁ éach axis is a s:a1e frum 1 to 4. Th15 grid al1cws the p]ott1ng of a TEader

;behav1cral descr1pt1cn in terms of peop1e or task Dr1entat1on, us1ng bgth the =

H

ih9r1zunta1 and vertical .axes. Thus, a 1éader s behav1or can be described by -
iany numerical ccmb1nat1nn from 1 1 to 4-4. (See Table VII) After aBSWEFTDQ a
iquast1onna1re, a perscn w111 p]Dt h1s or her style on the grid. _ Thefplatted;‘
ipa1nt w111 fal] in the quadrant wh1ch best descr1bes that 1nd1v1dua] s

'sty1e at the time the quest10nna1re was camp1eted 2 ’ s

1-1 - People- Dr1ented sty1e p1aces h1gh attentian on 5at15fy1ng the persanaT-
: needs of the individuals.- _ ;

4-4 Democratic manager1ai styié 15 team ar1entéd where there is a re1at1an—
ship of trust and respect between the management and wurkers s

_1a1'.La1ssez fa1re style has lnw 1nv31vement by management with peep]e as
- well as task. Note that this definition differs from Lewin's in that
it implies more a lack of 1eadersh1p than maximum. individual freedom.

4-1  Autccratic is task-oriented management style where-the cund1t1ans of
, work are so arranged that the human e1ements 1nterfere to a minimum-.
degree A o o _ ¢

=

Far further understand1ng, an act1v1ty u51ng the manager131 gr1d has been

prepared far use with this 1earn1ng mcdu1e (P1ease comp?ete Actiy1t I beﬁpre,’

cnnt1nu1ng in this deu1e ) ';'_ o _ o _ ?.’ . “\‘ .

"
)




MANAGERIAL GRID QUADRANTS

ERRY-

+1-4 PEOPLE ORIENTED

HIGH CONSIDERATION, LOW STRuchRE 

- DEMOCRATIC

_‘HIGH STRUCTURE; HIEH CDNSIDERATIQN

11 LAISSEZ-FAIRE,
LOW STRUCTURE; LOW CDNSIDERATION

ﬂsls AUTDCRATIC

- HIGH STRUCTURE, LOW CDNSIDERATION%J

-1

. TABLE VII. -
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In add1t1nn to 1Qﬂk1ﬁ§ at 1eader behav1ur as a funct1on
of percept1on, one.should also 1ook at mot1vat1cn ‘Moti-
- - vation is 5Dmeth1ng that prampts a persan to -act in as
certain way. It cons1sts of -the needs a. person b;1ngs ta
a situation and what the s1tuat1nn brings to the person
A key to guad ]eadersh1p is be1ng able to identify a per-
san 5 mot1vat1uns and to reiate these needk to an organi-

zat1gn s -goats. TwoKscho]arsgconcerned,w1th motivation

!'are Maslow with his Hierarchy. of Needs and McGregor with ‘

“his Theory X-Theory Y model. | N
.:Mas]cw!s iheary of mstivationAaésefts that human
. motives emerge.in a sequential pattétn §ccdrdiﬁg tg'a;
hierarchy of five. neéd 1&#915? physioingiéa1,Vségurity;,

' 50c1a1; esteem,-and seif actuaiizat1an As éariy=és 1954, |

Mas]aw suggested that a 1eader S 5ty1e cau]d béﬁﬁdent1f1ed

P

by discaver1ng the ]eve1(5) pf the h1erarchy nf needs at o

gﬁ IR “which he or she fun:t1ans




According to Maslow, people have an inbern?’

‘tendency to make the most of -their possibilities.

He distinguishes betwéen higher and lower needs in

a hierarchy that Teede“teyaré eeTF;eetuaiizetien;

are: .

(See Table VIII) The five levels which he identifies °

s

Phye1nieg1ce1 These include eu:h neede as

o Feea, e1r, water, rest and.warmth.

y: Human beings eeek secur1ty from-
Qazarde of their environment, as do all-
organisms. Among these desires are- she1ter,
e?eth1ng, safety, and eteb111ty .

Social: People want the affection of relatives
and friends. They also wish to identify with -
one or several social groups, such as a family,

~a faculty, club or church. Fr1endeh1pe as we1[

as be1ong1ngness and eppreve] ere 1mpertent

Esteem Ind1v1dueﬂe tend to seek status and "’

" Careers that have prestige. In addition, they:

are motivated 'in the direction of ee1f—esteem f
‘through competence and reeegn1t1un :

Self-~ eetua11zet1nn Se1fﬁaetue11zat1on is . the{
inborn tendency to meke the most of ene s" possi

~ pilities-as a person. It is: a _process "which .

represents reengn1t1en of one' s full petent1e1‘




 MASLON'S HIERARCHY: OF HEEDS

ACTUALIZA-
) _TION
RECOGNITION OF FUL
POTENTIAL
. - - ESTEEM
SELF-RESPECT, CONFIDENCE,
COMPETENCE, RECOGNITION; STATUS

SDCIAL o

' ‘; AFFILIATIDN; AFFECTION, ACCEF’TANCE;
¢ EELONGINGNESS; FRIENDSHIPS, APPROVAL

SECURITY..

© PHYSIOLOGICAL . |
FOOD, SLEEP, AIR, 'SEX, WARMTH

STABILITY, SHELTER, SAFETY, . CLOTHING '

"

TABLE VIII} -




Maslow fee?s that for a specific 1nd1widuaT at:
a given point_in time one class of needs will be ”f
‘more 1mp0rtant than any cher. As those needs-
become‘aat1sf1ed, needs at the next level become .
'strdngér It is also assumed that once a need is
satisfied it decreases in strength . For examp1e, f
_when secur1ty needs are satisfied, ngt only do
security needs decrease, but social needs 1ncreasel
' For, persons 1n leadership positions, it is ‘
essent1a1 to know .the need ]EVE]S of -their per:onne
because it makes no sense to motivate at the esteemz
level when the workers are’ 1nsecure, or to mut1vaté
_ ‘at the security leVvel if .the workers are seek1ng
A self-esteem. The focus should be on growth from
whatever level peop1e are at presently. )
Like Maslow, McGregcr based his theory on ‘the
) _ o view that -a leader's style can be described ' o
T - accard1ng to the basic assumpt1ons ‘he- or she holds
| ' | | about: penple and human mat1vat1nn McGregor . estabaa
.~ ~ lished a continuum based.on what he saw as two :
' DppDS1ng assumpt1ons. which he 1abeled Theory X
and Theary Y (See Table IX)
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MCGREGOR'S ASSUMPTIONS ABOUT HUMAH MOTIVATION

- THEORY X

" PEOPLE HAVE AN INMERENT DISLIKE -

FOR WORK AND'WILL AVOID IT IF-
POSSIBLE. . , |

BECAUSE OF THIS DISLIKE FOR .
WORK, PEOPLE MUST BE DIRECTED,

- COERCED, AND THREATENED TO DO .
-~ WORK, ‘

¢

. PEOPLE. PREFER TO BE DIRECTED,
WISH TO AVOID RESPONSIBILITY
- AND HAVE LITTLE AMBITION,

. USE OF PHYSICAL AND MENTAL. EFFORT"
CIN WORK IS AS NATURAL AS PLAY OR REST

THEORY Y ...

a

PEOPLE WILL EXERCISE SELF-DIRECTION

IN WORK TO.WHICH THEY ARE COMMITTED.

PEOPLE WORK FOR REWARDS ASSOCIATED
WITH ACHIEVEMENT, . |+ e

PEOPLE LEARN'TO ACCEPﬁ AND SEEK®

RESPDNSIBILITY.

‘GIVEN THE QPPORTUNITY; PEéPLE LIKE

TO USE IMAGINATION, INGENUITY, AND

'iCREATIVITY IN WORK.'

/-




i la
B

.~ Theory X represents traditional assumptions. that
1. ’tﬁe average person has an inherent dislike -
~of work and will avpid it if possible.

2. Because ‘of this'disf%ke;pf work, most pécp?e

. must be'caerced;.éonfrpl]e&,‘dirécted:and*ﬁ
threatened in order that they put fqrfhu:
adequate effort toward the achievement of -

organizational objectives; ,
- . [ i

3, The. average person preféfs'taqu.direéted;”g

s

wféhegztg avéid_@ESPth{b%Tity; has-réié%- ;}

i

‘tively;1jttle ambifian;fand‘wants Sécuriﬁyi:?

above all.




3‘7 '.7."

On the other hand Theory Y. hulds that 1t is poss1b1e

to have a: F1ex1b1e structure and that

Z 1 :

E

:‘5;::

"

4,

8 .

The expenu1ture of phys1ca1 and menta] effgrt
work 15 as natura1 as p]ay=or rest;

£

ZExterna1 ccntro] and the threat of Dun1shment are
ngt-the only means for-bringing about effort

. toward organizational objectives. People will
_exercise self-direction and 'self-control in the

serv1ca of abject1ves to wh1ch they are committed

Comm1tment to objectives is-a Function of the
.rewards assocjated with their~achievenent. The
most 51gn1f1cant of such rewards (for instancey
the" satisfaction of esteem and “self-actualization
needs) can be direct products of effart d1rected~
toward argan1zat1ona1 ab;ect1ves, _

The average person 1earns, unders praper cond1t1ons,
‘not nn1y tc accept, but. to seek respnn§1b111ty, and.
. ﬂ*‘i
The capac1ty to -exercise a FE]atIVE]y higﬁ degﬁee
of imagination, .ingenuity, and creatTV1ty in the °
identification of organizational: problems 'is
W1d51y d1str1buted in the popuTat1an

= T

S-g i » L * R .‘ : T . . o
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}=; ’* 3 \yhgury X 1eadqrs feeT that peop1e are bas1ca]1y

'1th a d1511ke for wurk and fee the1r ijS as’ L

=

]azy

ma@1ng 1nd1v1dua]s respons1b1e fDr funct1cns and o

«a CQEFEE, d1rect, and threaten those 1nd1s

i B . 1

'~;- hav1ng

v1dua1s Theory N 1eader5, on the Dther hand agree T

that the average persun will not be tru]y Free unt11

they V1ew the1r work as ‘a- high1y des1rab1e actlvity

T

+

ﬂfz They\see thecr ngs as mak1ng groups Pespons1b1e far

! 5

GbJEEtTVES and TEFt to the1r own devices, w111 prcceed
C with acccmp11shment 6f that gca1 : . | ‘
R Mceregcr s Theary X= Thegry Y canceptua11zat1on:;4fa3
B ;_315@ h1ghL1ghts the 1nherent camp1ex1ty of human -
behaV1or{ Peop1é are not mct1vated by a 51ng1e 53f;vij§

f ﬂ%iviﬁg forcer' Instead peup]e seek many sat1sfa'-

i ,and these needs are dynam1c,'thang1ng as peop1e graw ‘

s and deve1ap Th1s fact re1nfnrces the need er

o fiex1b1e, adapt1ve behaV1ar Dn the TEader s part for ’

i  different1al leadersh1f sty1es.




o

For ﬁurther understand1ng of Theory X-Theory Y, an
act1v1ty has been prepared for use with this Tearning
mcdu1e (P1ease complete Activity II before continuing

in- th15 madu1e )

The fo]1ow1ng chart shows a comparison of both
Mas]ow 5 and\McGregor E motivational thear1es
(See Table X) ’

Theory X views .people on 1eYeT one and two of Mas-
Tow' s Hierarchy: while Theory Y assumes personal develop-
ment at least on the social level and progress1ng
toward self- actua11zat1on ,

Leadership may also bg seen as Qccuﬁriﬁg in a saéial
system and one may study that social system in order to
Qnderstand tﬁe process of TEadefship; The term social
system refers. not only to society or a lTarge group of
“individuals but also ‘to any series of relationships
~among peoplé. A social system can be described as: the
' “activities, interactions, and seﬁtiments of the gréup
members, together with the mutual relations of these .

- elements w1th one another dur1ng the time the group
is act1ve

(1]
(981 ]



 MOTIVATIONAL THEORIES.

SELF-

MASLOW'S ‘HIERARCHY OF NEEDS :
S ACTUAL IZATIONN

MCGREGOR'S THEORY X-THEORY Y

ESTEEM

SOCIAL

THEORY 'Y

SECURITY

THEORY X PHYSIOLOGICAL




guarantee the attaiﬁmenfvof_institutignET goals-and

4

. 3

A model describﬁﬂg ieadérship as a process witpfn a
social system was developed by Getzels and .Guba in 1957;
(See Table XI) They see a social system as being com-
posed of twa»kinds of pﬁenomené; the normative (nomotheti
dimension) énd the personal (ideographic dimension).
According to the model, each component interacts with'fﬁé
other to produce DQSErved social behavior in-a specific .
Sécjal'systeﬁ;

- The narmative or nomothetic dimension deals Gitﬁ

?n;jitu;idns,,their roles and role expectations that

fulfill the goals of the system. An institution is any

group which is composed of people who have teen struc- -
turally organized into roles.’ Rpjggrrepreseﬁt pQSiticns,
offices, or status within an institution. In order to

&

objectives, the people in specific.roles have Speci?%gfff

A .

institutional role expectations.
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. SOCIAL
. SYSTEM

GUBA-GETZELS
SOCIAL SYSTEM MODEL

NORMATIVE (NOMOTHETIC) DIMENSION

|

ﬁgsss§§§§s§§;§INSTITUTIN — ROLE e

‘e %

\_

.S
\

> INDIVIDUAL——— f.fFERSQNA}LITY —

PERSONAL (IDEOGRAPHIC) DIMENSION

\ JEXPECTATION

SOCIAL
BEHAVIOR

\ | ° 333537
~ NEED-DISPOSITION” . |

"~ TABLE XI

.

)
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Getzels and Guba point out that institut%éna] expectatioﬁs alone do not
define behavior; if fhéy did, all dindividuals in given roles would behave
alike. Instead, individual variables also affect beﬁaviarsnswhat thevresearchers
have labeled the 1deﬁgraph1c" d1men51gn The ideographic dimeﬁsion is madé

up of 1nd1v1duals with their own Egrsana]1t1es and need-dispositions (preferences,

attitudes, interests, phySTCa] needs, etc,j who inhabit the system The interactions .
of these people w1th1n both the nomothetic and 1deagraph1c dimensions ccmpose
what is called soc1a] behav1ur Th15 behav1or may be understood as a comb1nat1on

¥

of bcth normat1ve and personal d1men510ns That is, behavior is affected by

1nst1tut1un, role, and expectation tggether with individual, perscna11ty and
need-disposition. . ’ ’ e ' -
» Atccrding to thistodeigvany kind of behavior is a fesu]t of influence from

soth personal and normative d1mens1ﬂns, and performance within a soc1a] system

is caused by 1nteract1on between role and pérsona11ty Thus, the proport1on of
ro]e and perscna11ty will determine specific behav1ar and will vary with each

specific system, institution, role and personality involved-

-
wr
fe




AsAycu can see byvihe theories presented,
researchers no Tonger explain !eadership:saieiy
in terms of the individuairar:the group. It is
genera]Ty éccepted thaﬁ‘the demands of a given
situation often require an individual to occupy
a 1eadérshiﬁ position. This individual is expected

to play a role that.différs from the roles of
- , i
other group members, .

,Conclusions from the theories presented con-

cerning the nature of leadership may be summarized
as follows: S

1. Personal chgrac;eriéti&s of an individual
do not completely explain the phenomena of

leadership. '

2., LeadEﬁship:ccnéists bf'a‘te1ationship between
an individual and ‘group according to the
needs of a-specific situation.

3. The demand for a particular leadership style
will vary according to each situation and
the individuals involved in leddership posi-
tions or as members Dﬁ the group. v '

4
4

i

i
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‘This module on leadership wés intended to

help you increase your understanding of leader-

ship theories and alternative leadership styTEE,

as well as a{d in assesément of your th;Teaderi

ship style. It is hoped that as a result of

feadiﬁg this information and campieting the activi-

ties, the reader will more fully appreciate hi§ﬁ 
‘GF'heﬁ:indeidUET style and capitalize on stréﬁgths

in order to increase effectiveness for working

1 productively and in harmony with others.

£
-

¢
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CACTIVITY T S o : f
\ Page T of 4 L - BEHAVIORAL' CHARACTERISTICS
\ SR . | RATING FORM . .

!

ﬁame of person being rated:’ . . L - R : i -

Directions: Circle one of ‘the numbers to indicate how you see the person you are rating.
For .example: - . - _ :
Dominant 1. 2 4 . Easy-going ' '
: - ) ’ A
The rater here decided that the person he/she was rating was more easy-going than
dam1nant but nnt easy-going enough to rate a 4,

.*‘

=]

Lol I e T o B R [ —— |._.| —

Reserved

[y

Appears‘;ahfidEﬁt
Aggressive

Passiye r
SeTf=cantrg11ed

Responsive
Dominant
Goes along
“Informal

4

4

q
Easy- gcing 4
q
4
4 Spontaneous
.
4
4
4
q
4

Takes charge
. Formal |
Disciplined
Cgmmun1cates read11y
9. Accept1ng ’
10. Appears,ungﬁganized’_
11. Initiates social contact
12. Asks questions o

Qo : 13. zﬂvergearing

"

3
3
-
3
3

00 ~' 3 U B L P e

‘ Hesi;aqt communicator
‘Chqiiénging
Appears organized
QLE%S gtheré initiate
Makes-statemen;s

3
3
3
3
3
3
3
§ Shy

N RN NN N NN NN S N

=
‘n:':'"
¢
!

y




CUACTIVITY I |
w.'Page 2.0f 4 .

14,

15.
16,
17
18.
19.°
20,
S
22,
23,
24.
25,
26,

Deyéiépgd bj{*jNGrthwest‘

Reserved - AN

: : Lo
Appears active
Relaxed =~ [ ‘ \

"Withholds feeling. = \
Relationship oriented

Eﬁshg
Discriminating

VExtrévert

Warm .
Suthe

ﬂEDﬁStaﬁt.‘ e |
States information .
- Quiet .

R
M

S
el T T - N NN N N

4
W W LS L Ly [PV PR I Y ‘m L L L

S N A T I N T R T

Fun loving
Appears thoughtful
Aéiertivé

i Expresses feeling
Task oriented
- Gentle
Impulsive
Introvert

Cool.

Direct

CTB;E

Saves information
Talkative L

Regional Educational Laboratory; Portland, Drégoﬁ, 1978.
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To locaté the person on the Dominant/

Formal/Informal »

To locate the pggm on the Formal/Informal

Easv- Seale: place the ratings Scale: place the ratings from the
oral Characteristics Behavicral Characteristics Rating Form' AN
a\:mg Form-on the lines follewring on the lines following the corresponding
. ‘he corresponding questich rumbérs : q;esti:m numbers belm
below: \ 7 .
1. _ 2, 6 .
5. b 7. 0.0
. 8. ) 9. . 14, ¢ o 8.
* m 12, _ ‘ 7. __ ‘ 2. _
13. 6, __ L Cp— Sum 412
‘135, _ 3. ___ 26, :
19, E-, “26. Sun £1 . DOMINANT { — -
21‘ ] ) . B V ==7 = 7: ) ) ) 7. i
i’ 25 - Sum #2 (Bum 1) + 20 - (SumA2) = ___ +10=__
\ Sm #1 “Place an X on the vertical o
(SLE #1) + 35 = (Su:g #2) = __+16= scale corresponding to Ehe T T4.0 o o
| - " seore above. ] = m==
- Place an X on the horizontal scale » 3.25
B:f:es‘pﬂfﬂiig to the score above: 3+
DOMINANT ) EASY-GOTNG | 2.5
\ L 2 4 . . - 2¢ 1.75
‘ | ' T : : V
S [ [EEE | o Y
o ' L _ e 1.0 FORMAL
- R W TORMAL
=) o “ r o \

Ric 8

QA Ful Toxt Provided by ERIC
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CHARACTERISTICS OF EACH BEHAVIDRAL STYLE ‘AT BEST

Asks WHO? -

(persona? questicn)

(persana1, non-goal qUEStTDn)E

- - asks WHY?

- Decisions easily made and eas11y ghanged - Decisions are agreeable to others

- Warm, friendly o - Good 1istener

- Flexible - Friendly

- Persuasive - Non-competitive '

- Imaginative and creative - Values, close, lasting friendships
-.-Insightful _ - Allows others to initiate

- Qut front, forceful = Puts-others at ease

- Communicates well = Willing to take direction

- Enthusiastic - Likes a human angle:

- Asks WHAT? (results-oriented question) - Asks HOW? - (technical, analytical

- Decisions made easily and rapidly - questions)

- Strong-willed , - Hesitant decision maker

- Performs to. capacity - Thrives on data: facts and concepts
- Quickly responds -.Systematic and order1y

- Competitive. - Quiet, non-threatening

- Persistently thorough - Allows others to initiate

- Eagerly ambitious - Problem-solver , - '
- Uses time well - Goal oriented, but slowly and carefully
- Persistent -

.L1kes workable and 1591:31 solutions

Serious

-
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ACTIVITY II - . . . . b | .
Page 1 of 5 _ " o _ P - )
: ATTITUDES INFLUENCING LEADERSHIP STYLES o e

There.are no r1ght or wrong answers. We are interested in your opinion.about Ehé.statements
that follow. = : T g _ . :

1. The average human -being prefers 1o be d1rected§ wishes to avoid respans1b111ty, and has
: re1at1ve1y little ambition.

‘i§§?EE§T§‘ .. TAgree “UTsagree - “STrongTy

CAgree L. oY o 7717',,77 _ SR ’ ) D1saQrEEs

: Eivaeader5h1p skills can be acqu1red by most people regard1ess of the1r part1cu1ar 1nborn
. traits and ab111t1e: L .

. “Strongly T Agree . “Undecided - “Disagree _ Strongly
Agree - o o ) ' : S Disagree

3. The use of rewards (pay, promotion, etc ) and punishment (fai1ure to promote, etc ) is not
o 'the best wayﬁtn get subord1nates to do the1r work. ‘

“Disagree ' §trongly

Disagree

. “Undecided

"\ §t?ﬂhgiy -
\Agree

“Agree
. . L c g # . .
4. - In\a work situation, if the subordinates cannot influence me then I Tose some®influence
- on“them. . . : L o o o
\ i e o L L.
' Disagree

1~ Agree)

: -r,..,‘m

a
n,'_J
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ACTIVITY II )
Page 2 of 5 7
5. A good leader should give detailed and comp1ete 1n5truct1ans to subérdinaféé, rather,

than giving them mere]y general d1rect&ans and depending upon the1r initiative ta work out
the details. : _

~Strongly ~ Agree I | 7 g “SErongly
Agree . . _ ’ Disagree
Ercup gga1 settiﬁg foers advantages that cannnt be tha1ned by 1nd1v1dua1 gaa] setting
—Strongly ~Agree ThdecTde Disagree, . SErongTy
Agree , S - : Disagﬁee
A superior should give subord1nates only that 1ﬂformat1on which is necessary for them.
ts do the1r immediate tasks. *
g ’7StrangT§' .7 Agree - ndecided “Disagree ‘ ":fi5ﬁ§7y°
Agree ' : _ . o o . - , Disagree
. .The superior's authority over ‘subordinates in an organization is primarily economic.
~Strongly .. - Agree , : "Dfsagree . TStrongly |
' Agree 'f“_;, o ‘ ' - ' . r Disagree:
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ACTIVITY II

&

I

!

o |

EALCULATION TABLE FOR' "ATTITUDES INFLUENCING LEADERSHIP STYLE"

-

Directions: U51ng quest1ons 1 Through 8, circle the word in the appropr1ate ce1umn for items

markedl"strgngly agree,“‘"undec1ded " and "strcng1y d15agree "

QUESTIDNi :'STRDNGLyfAGREE
’ 1. EonservatiJe,.
2. Tiberal

3. liberal

4. " liberal”
5. - conservative '
6. b= .11bera1

canservat1ve

L s

COﬂSEFVEtiVEY

- =

\‘UNDECIDED

midd1e
‘middle
- middle

middle.

middle
middle
~middle
middie

of
of

of
of

of
of

of

of

the
the
the

the

the
the
the
the

road

road
road

road
road

road
road

vﬁoadf

liberal
conservative
JCDH?EFVBtiVe
:oﬁSE?vative.**
liberal 7
conservative
1iberal

/e liberal 1

,§TRDNGLY DISAGREE ~

Five to eight items in the "11beraJ,”_£m1dd1e of“the road " or "cnnservat1ve" categnr1es are a
This is the sty1e that _you will prcaect must Df

strong 1ndjcat1on "of your managerial sty1e

- the time.

a
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. L /

.t

Brief out]ane of Theary X and Theary Y as postu1ated by the- Tate Dmdg]as Murray McGregor of

~\ the Sehon] of Induetr1a] Management at the Maseaehusette In5t1tute/of Techno]egy

it S Theory X - Coneervat1ve : - ’

l .
Censervat1ve 1eadere adhere to the Fo]low1ng
three prnpaeat1ons* i

] Management is reepenaib]e for organizing -
1 the elements of. productive enteﬁpr1ee==
‘ money, materials, equipment, peop1E—e1n

| the interest of the ongan1aat1on 5 econo-
mic. ende . : . N

.4 With neapeet to peap]e, th1s is a procese

. of directing, their efforts, motivating- them,
‘controlling their;actions, and modifying
their behavior to fit the negds of the

'ii{H1thout this act1ve 1ntervent1gn by _
~management, people would be. pass1veéeeven'
rea1atant-—ta ergan1zatagna1 needa

o8

LI

\ = - . . R

organiaat1eni o . e

€

‘Liberal leaders adhere to the fo1lew1ng }],
three propositions: . ( _

1.

iPerTE ar
tant to organizational -needs.

w B

.; = N
B}

| Thegry Y - L1bera1 -

..f )

.Management is- reepans1b1e~far organ121ng

the elements of productive enterprise--
money, materials, equipment, penp]e-—1n .

the interest of  the owgan1zat1on AR A

_ econom1e ende.

%
l

not by nature pase1ve Dr res1s—, o
. They haVEae’

Eecame s0 as a result of exper1enee inoe

‘tsx

i ol =

,ergan1aat1ons L Coe B

= 5 "

The]mat1vat1gn, the potent1a1 for deve]aps

- ment,: the capacity for assuming” reepqns1ae%

b111ty, the readines$ to direct ‘behavior -

- toward organizational.goals arevall present

in people. Management does- not gut them
thene.' 3 . ‘¢ _ ,

o

-

FEAE
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Theury X s.CDnservat1v€

McGregDr says that managérs use the
conservative style because they make the
following assumptions about people:

1. People are by nature indolent.

2. They lack ambition, dislike re-
- sponsibility, prefer to be led,

3. They are self-centered, indifferent
to organizational needs.

4. They are by nature resistant to
\ change. ,
They are not very br1ght and 1ack
creative potential.

L

55

Theory Y - Liberal

\MCGregGr says that managers used the

Tiberal style .because they make the
following assumptions about DEDpTE

1. People are ambitious.
2. They seek responsibility.

3. They recognize and accept organizat.onal
goals.

4. They are dyﬂamié and flexible.

5. They are 1ntE]1TQEﬂt and possess
.creative putent1a]

1
{

. Used with permission from: - Mason Haire et al. Managerial Thinking (New York: John wiiéy

and Sons, Inc., 1966) .



